Heightened competition has resulted in an intensified search for practices that enhance organizational success-success often defined in terms of heightened worker effort. This article suggests that the interplay between organizational and job-level practices determines the extent to which organizations can be successful and workers' well-being can also be protected. These relations are analyzed with a unique data set on organizational practices, managerial behavior, and work-life experiences from 204 Englishlanguage organizational ethnographies. The analyses reveal configurations of practices associated with both positive and negative outcomes for organizations and workers. Configurations associated with organizational success include both positive organizational-level and positive job-level practices, such as employee involvement, competent management, and on-the-job training. The findings suggest that although the goals of organizational success and worker dignity are sometimes at odds, they can also be complementary.
50 or more employees, nearly 70% report the adoption of at least one such practice (Gittleman, Horrigan, and Joyce 1998) . Only a small proportion, however, have developed comprehensive programs. Indeed, practices vary greatly among establishments with no apparent set of "best practices" (Dobbin 1994; Roy 1997) .
The fragmented nature of work-practices innovations and the variations in the extent to which they are adopted provide fertile ground for investigating the successes and failures of contemporary workplace practices. In this article, we address the impact of contemporary workplace practices on both organizations and workers. More specifically, we ask whether contemporary organizational practices are capable of generating both organizational success and worker well-being, and, if so, what configurations of practices are necessary for mutually advantageous outcomes? Alternatively, might it be the case that organizational success and worker dignity are contradictory and mutually exclusive?
The questions we raise, and the issues of workplace structure and change more generally, have been at the core of classical and contemporary social science research on organizations and on human dignity and wellbeing (Blau 1955; Hodson 1996; Homans 1950; Osterman 1999; Sayles 1958; Smith 2001) . Much of this work, however, has had a unidimensional focus on either the job or the organizational level. The result has been the development of alternative, nonoverlapping theories of the workplace, competing methodologies, and only limited integrative insights. Researchers interested in jobs and workers, for instance, have developed theories of worker behavior and interests and evaluated these with labor force surveys and case studies of individual workplaces (Delbridge 1998; Kalleberg et al. 1996) . Researchers interested in organizations, on the other hand, have developed theories of organizational behavior (Haveman and Nonnemaker 2000; Scott et al. 2000) and organizational relationships (Carroll and Hannan 2000; DiMaggio and Powell 1991; Tolbert and Zucker 1996) evaluated with enterprise-, corporate-, and industry-level data derived from archival sources or from surveys of top organizational personnel. Recent multilevel work has attempted to bridge this theoretical and methodological gap but has been limited in the range of topics it addresses (see Kalleberg et al. 1996) .
A core goal of the current article is to synthesize the insights derived from the respective theories of the workplace and their varying levels of analysis. No one organizational-or job-level practice is likely sufficient to produce optimal outcomes for organizations and their employees (Marks et al. 1998 ). Rather, it may be particular configurations of practices, at organizational and job levels, that can provide effective foundations for both organizational success and worker dignity. We begin by deriving models of positive organizational and employee outcomes based on job-level and organizational-level theories; then we combine these models to evaluate their individual and joint roles in producing positive workplace outcomes. In this evaluation, we utilize job-and organizational-level data derived from a comprehensive data set of content-coded workplace ethnographies and employ qualitative comparative analysis (QCA) techniques. These data and our modeling offer a unique opportunity to explore subtle aspects of workplace practices and their consequences across a wide range of organizational settings. Moreover, we do so in a manner that preserves the complex and conditional nature of organizational practices in relation to workplace outcomes.
THE ORGANIZATION OF WORK AND WORKPLACE PRACTICES
The central strategy behind many innovative work practices is the search for increased employee involvement and increased commitment to the organization and its goals (Whitener et al. 1998) . Achieving organizational flexibility and responding effectively to rapidly changing economic circumstances depend on cooperation between employees and management grounded in trust, commitment, and involvement (Lorenz 1992) . Some have argued that the pursuit of this strategy has improved the productivity and competitiveness of American industry (Pfeffer 1998 ) and, moreover, may directly benefit employees. As Derber and Schwartz (1983, p. 61) noted two decades ago, "These new [employment] systems produce new contradictions engendering worker expectations and entitlements for democracy in the workplace."
The realization of such benefits, unfortunately, has been slow and entails many apparent contradictions between expectations for greater effort and commitment on the part of employees and the sometimes limited commitment to employees on the part of organizations (Smith 2001) . The cultivation of heightened worker effort and commitment has been rendered all the more difficult by the emergence of parallel organizational policies that simultaneously undermine employment security through increased layoffs, downsizing, outsourcing, and increased utilization of temporary and part-time workers (Cappelli 1999; Marsden 1999 ). In the contemporary environment of strong national and international competition, "the outcome is that virtually every growth strategy for firms involves a bias against community and employment stability" (Thompson 2003, p. 367) . The identification of any benefits of alternative work practices to employees is thus an essential component of evaluating such programs.
Significant changes are ongoing both in the organization of work tasks and in broader organizational policies (Vallas 1987 (Vallas , 1999 . Practices that involve the organization of work tasks are often seen as especially im-portant and typically include greater access to ongoing training and greater recognition of employees as key organizational stakeholders (Levin 1995) . At the level of broader organizational policies, the maintenance of organizational legitimacy (Etzioni 1961 ) and a "mandate to manage" is especially important (Elger and Smith 1998) . Having a mandate to manage rests on establishing managerial competence and organizational coherence. Perhaps even more centrally, this mandate depends on the inclusion of employees in decision making and recognition of their skills and contributions to the organization.
Both job-level and organizational-level practices have been identified as potentially important for achieving competitiveness in the contemporary economy. Job-level practices are important for defining the nature and meaning of work and for influencing the satisfaction or alienation that workers experience in their daily lives (Appelbaum and Batt 1994; Blauner 1964) . Organizational-level practices are important for determining the viability of the organization and the level of employee commitment to the organization and its goals (Kalleberg et al. 1996; Walsh and Tseng 1998) .
Job-Level Practices
Organizations invest in the human capital of their employees through providing training and skill development opportunities and by treating employees with respect (Pfeffer 1998) . Such investments build on a mutual gains strategy in which both the organization and the employee invest resources toward common goals within a framework of mutual respect and commitment. The theoretical foundation for these job-level changes is typically grounded in social exchange theory, which argues that reciprocity is essential for effectively functioning relationships (Cook 1987) . In short, workers need to be treated with respect and to receive tangible benefits in exchange for their greater effort and commitment (Tsui et al. 1997) . Practices that directly affect the nature of work and employees' lives have thus been identified as especially important for securing greater commitment and effort (Cappelli 1999) . The focus on job-level practices builds on a long tradition of human relations research, which, over the last half century, has stressed the importance of employee training and respect for employees as human beings (Barnard 1950; Herzberg 1966; Homans 1950; Mayo 1945) .
On-the-job training.-A central workplace practice at the job level is the provision of continuing on-the-job training. Such training both improves employees' productivity and prepares employees for new jobs within the company (Tsui et al. 1997 (Tsui et al. , p. 1102 ). On-the-job training has been particularly important in the efforts of automobile companies to remain competitive in world markets (Streeck 1987) . Job enlargement, job enrichment, and skills training have all been identified as foundations of heightened productivity (Gittleman et al. 1998 ). Skills training is also important for the development of internal labor markets in which employees can be retained and their skills and experiences used effectively by the company (Coverdill, Finlay, and Martin 1994) . The development of internal labor markets and the supporting skills training programs have been further encouraged by Equal Employment Opportunity (EEO) laws that mandate fair and nonexclusive opportunities for current employees to bid for training opportunities and job promotions (Dobbin et al. 1993) .
Abuse and managerial fiat.-Mutual respect is essential for cooperative relations in the workplace or in any other social setting. However, even supervisors who are not inherently ill-mannered, arrogant, or domineering sometimes take unfair advantage of their power and abuse employees. A fully developed model of job-level practices needs to include such negative practices as well as more supportive ones. The temptation to exploit power is strong, and the workplace is clearly an arena of widely differentiated power in which supervisors and managers often have unbridled dominion and sometimes act like tyrants (Morrill 1991; Roscigno and Danaher 2004) . Abuse comes in many forms but always involves some aspect of status degradation. For example, in one of the cases we examine, a worker in an electronics factory caricatures her abusive managers in the following manner:
Tweedledum, Tweedledee and the other managers seemed like cardboard characters, and we thought them rude and bad mannered. Even if they stopped right by you or took the [product] out of your hand, they acted as if you weren't there. If they went through the heavy rubberised swing doors into the main assembly in front of you, they let them swing back on you, which no worker would ever do. . . . They had so little respect for the workers that they couldn't even admit we existed. . . . When they came to wish the supervisors and chargehands "Merry Christmas" they made a feeble attempt to include us in the greetings, although they never even acknowledged our existence at any other time. They stood at the top of the line and repeated "Merry Christmas" down the line, as if to thin air, not addressing anyone in particular. (Cavendish 1982, p. 97) Firings.-When new employees are hired there is generally an implicit contract guaranteeing protection against capricious firings. However, this contract is not infrequently violated. Such violations evoke strong questions about fairness and can be highly disruptive, not only for the employee involved but for other employees of the organization as well, who may rightly become concerned about their own future treatment. Thus, although firings may be less common than more mundane status degradations and other abuses, their inclusion in a model of organizational practices is warranted by their overwhelmingly strong consequences for employee morale and commitment (Robinson and Rousseau 1994) . The constraint of managerial abuse and fiat and its replacement by norms of justice, due process, and equity are central to contemporary models of well-functioning organizations (Whitener et al. 1998; Younts and Mueller 2001) .
Organizational-Level Practices
Increased global competition has also forced organizations to consider their broader organizational practices. Increased expectations for managerial competence, integrity, and benevolence are central to these changes (Mayer, Davis, and Schoorman 1995) . The prescribed mix of managerial characteristics includes an entrepreneurial spirit of innovation coupled with high levels of organizational efficiency and concern for employees and their welfare (Zuboff and Maxmin 2002) . The provision of due process and accountability has also been greatly expanded in U.S. organizations in the last half century by a variety of forces including union demands, EEO laws, and employee demands for accountability. We consider three factors that are particularly important in this mix of contemporary organizational practices.
Job security.-A core organizational-level practice is the provision of job security (Schultze 2000; Tsui et al. 1997 Tsui et al. , p. 1102 . Commitment on the part of the organization to the worker in terms of formal or informal guarantees of job security is seen as a building block for commitment and extra effort on the part of workers (Leana and Van Buren 1999) . However, awareness of the importance of job security for worker effort has occurred at the same time as the spread of corporate policies that promote flexible employment levels based on the extensive use of parttime and temporary workers. Many researchers argue that there has been a significant shift of employment risks from organizations to employees (Osterman 1999) . Increased attention to the issue of job security is thus occurring at the same time that employment for many is being destabilized (Smith 2001) . An important task of the current article is to access the extent to which job security is essential for organizational success and worker dignity.
Managerial competence and organizational coherence.-A core component of effective organizational practices is a coherent and efficient organization of production. Coherent organizational procedures are essential for organizational effectiveness (Bass 1985) , for ensuring a positive organizational climate (Lawler, Thye, and Yoon 2000) , and for the maintenance of management legitimacy (Della Fave 1980) . Ineffective organizations of production can involve the purchase of faulty components, failure to schedule activities in a coherent fashion, or any number of other failures (Daday and Burris 2001) . Effective leadership implies both setting standards for excellence and identifying ways to achieve these standards (Barnard 1950) . Good communication is also essential for keeping employees informed about goals, procedures, and expectations (Frenkel et al. 1999) .
Maintaining a productive organizational environment is important because it creates an area of shared interests between management and employees (Fox 1974) . Management competence is also essential for creating a shared identity at work as part of a collective project involving common goals, values, rules, and meanings (Hodson 2001; Tyler 2001) . Managerial and supervisory competence is thus an essential component of organizational practice and is a key requirement for organizational success.
Employee involvement.-In recent decades, the vision of the organization as a cooperative endeavor has given rise to a plethora of forms of employee involvement. The theoretical foundation for understanding the importance of employee involvement was first developed in the seminal writings of William Ouchi (1981) . The range and variety of contemporary forms of employee involvement are tremendous. Japanese versions, for instance, tightly circumscribe employee involvement to only the most immediate production tasks and do not offer a wider role for workers in the direction of their enterprises (Lincoln and Kalleberg 1990) . These limited forms of employee involvement were nevertheless an important ingredient in the post-World War II rapid economic expansion of Japan, which was based on the efficient production of high-quality manufactured goods in the electronics and automobile industries (Cole 1989) . European versions of employee involvement, in contrast, are based on elected work councils and legislatively backed codetermination principles that allow a broader range of topics to be considered and include a more direct consideration of workers' rights and interests (Lecher and Rü b 1999) .
Most employee involvement programs in the United States start as management initiatives and are motivated by the desire to increase productivity and decrease costs. Increased production is to be achieved by securing greater and more effective effort from workers through allowing them limited participation in determining the details of production but not necessarily in decisions that may weigh heavily in their economic future, such as investment, downsizing, or outsourcing (Thompson 2003) . Even in the United States, however, the forms of employee involvement are diverse and may include activities that allow employees at least some input in enterprise decisions (Appelbaum and Batt 1994; Daday and Burris 2001; Coverdill et al. 1994) . And even where participation is limited, workers have nevertheless achieved a toehold in decisions previously re-served for management under Fordist systems of production and extreme forms of scientific management (Vallas 2003) . Employees are generally positive about such programs and often experience them as foundations for an expanded sense of self (Zuboff and Maxmin 2002) . Such programs of employee involvement thus constitute important new challenges and opportunities for working with dignity (Wilkinson, Godfrey, and Marchington 1997) . Potential gains for workers associated with employee involvement include increased skills and meaning at work (Smith 2001) . Challenges include increased peer pressure and expectations for increased effort (Barker 1999) .
The contemporary workplace literature suggests that both innovative job-level practices and innovative organizational-level practices are required for creating a productive work environment (Kunda 1992; Trice and Beyer 1992) . The sorts of efficiencies that can be generated by systems based both on respect for workers and their rights and on managerial competence have been identified as essential for achieving organizational advantage in an increasingly competitive world economy (Nahapiet and Ghoshal 1998) . Researchers have predicted a wide range of consequences that can follow from the successful implementation of positive organizational practices. These include increased citizenship on the part of workers and the creation of a more cooperative and less conflictual workplace. We turn now to a consideration of these potential outcomes.
CONSEQUENCES OF ORGANIZATIONAL PRACTICES
Successful organizational practices should have measurable implications for employee behavior and organizational performance. The implications for changed employee behaviors and work-life experiences cover a wide range of workplace domains. Several of these have been highlighted in the workplace literature, including heightened employee citizenship, reduced conflict with management, reduced infighting among employees, and increased meaning and satisfaction in work. We organize the discussion of these consequences into outcomes central to organizational success and those central to worker dignity.
Organizational Success
Two key consequences of successful organizational practices are employee citizenship and reduced conflict between employees and management. Both of these have been widely identified as crucial for economic competitiveness (Drucker 1993) .
Employee citizenship behavior.-Employee citizenship behaviors are defined as actions on the part of workers to improve productivity and cohesion in the workplace that are above and beyond role requirements (Organ 1988) . Employee citizenship includes cooperation, taking pride in work, and freely giving extra effort and time to meet ongoing organizational goals (Schnake 1991; Mowday 1998 ). Employee citizenship is thus basic to achieving flexibility in rapidly changing markets (Leana and Van Buren 1999) . The implicit model of organizational productivity and effectiveness in studies that highlight employee citizenship is one in which technical factors of production and organizational leadership must be supplemented by worker effort and enthusiasm in order to reach optimal or even competitive levels.
Employee-management conflict.-Peaceful and cooperative relations between the various actors in the workplace are essential for organizational effectiveness. Conflict, however, is a common occurrence between workers and managers (Edwards 1995; Jermier, Knights, and Nord 1995) . Failed organizational practices can be expected to erode the sense of shared purpose between employees and managers and to heighten conflict in the workplace. Such programs are frequently unable to overcome chronic "us" versus "them" orientations between workers and managers (Graham 1995; Kelly and Kelly 1991; Kimeldorf 1999) . Some of the most important consequences of workplace practices thus involve their implications for workplace cultures of conflict (Trice and Beyer 1992; Roscigno and Hodson 2004) .
Worker Dignity
We focus on two key consequences of successful organizational practices for employees. These are a sense of meaning and accomplishment in work and the creation of positive and supportive coworker relations.
Meaning in work.-Measuring the meaningfulness of work presents a significant conceptual challenge. Nevertheless, the cognitive aspects of increased meaning and purpose in work are an important component of the workplace environment that positive workplace practices seek to promote. The creation of "shared representations, interpretations, and systems of meaning among parties [is essential for successful workplaces]" (Nahapiet and Ghoshal 1998, p. 244). Meaningful work provides a sense of having made a useful contribution to the organization and to society.
Many programs of workplace change, however, have had a mixed record in terms of promoting shared meanings and identities (Kunda 1992) . Workplace identities are not automatically remade by workplace practices that proclaim the organization as a cooperative enterprise oriented toward "mutual gains." The continuance of separate and conflictual identities has been documented across a range of workplace practices, from global re-tailing (Ezzamel and Willmott 1998) , to automobile manufacturing (Graham 1995) , to engineering (Kunda 1992) , to service and custodial work (Dixon and Roscigno 2003) . Other researchers, however, find that even modest workplace innovations tend to increase the sense of "belongingness" among employees (Godard 2001; Smith 2001) . Understanding the cognitive consequences of workplace practices in terms of increased or decreased meaning and identity at work represents an important challenge facing the evaluation of workplace programs.
Work group infighting.-Vertical conflict between workers and managers has been widely studied by organizational researchers (Harris 1987; Vallas 1999) . Horizontal conflict, however, has received much less attention but may be even more important for successful workplace innovations (Cohen and Zhou 1991) . Coworker relations constitute an important part of the "social climate" at work and provide a setting in which workers experience meaning and identity (Sayles 1958) . Conversely, negative relations can be a source of frustration and chronic dissatisfaction (Andersson and Pearson 1999; Jehn 1995; Robinson and O'Leary-Kelly 1998) . Within-group conflict and gossip at work can be extremely destructive of workplace relations.
Effective workplace practices seek to reduce infighting among coworkers through the identification and promotion of superordinate goals (Jehn 1995; Lawler et al. 2000) . Such programs have been associated with "more positive co-worker relations and internal work-group cooperation" (Batt and Appelbaum 1995, p. 373) . The success of such programs, however, is far from guaranteed. Greater contact at work can provide a setting for greater conflict as well as greater cooperation (Barker 1999) .
The implications of workplace practices include many contradictory elements involving both the potential for increased productivity and dignity at work and for increased stresses and conflicts. The introduction of workplace programs calling for new practices does not automatically eliminate competing interests from the workplace (Schwalbe et al. 2000; Thompson 2003 ). These ambiguities suggest important unanswered questions-questions that we address below.
HYPOTHESES
Contemporary understandings of the influence of alternative workplace practices on organizational success and on worker dignity and well-being suggest four interrelated hypotheses. The first two hypotheses are based on dominant and somewhat bifurcated traditions emphasizing either joblevel or organizational-level changes in the workplace. The third posits a conditional relationship between these traditions such that both are required for successful changes, while the fourth captures our conditional expectation that consistency between job-level and organizational-level practices will be especially important.
Hypothesis 1 Comprehensive workplace surveys that provide detailed information both about work practices and about the wide range of predicted outcomes of these practices are not available. One of the reasons for this absence is that many of the predicted consequences of work practices, such as employee citizenship, conflict, infighting, and meaning at work, are difficult to measure in survey formats. Surveys are also typically limited by virtue of interviewing either managers or workers but not both. They thus tend to be limited to information either about the organization or about workers' behaviors and attitudes. The multilevel surveys that do exist, while extremely useful, are often limited in their ability to capture important dynamics pertaining to conflict and meaning at work.
Because of limitations in available data, the current analysis relies on data derived from the systematic coding of information from the population of book-length organizational ethnographies. Organizational ethnographies cover a wider range of topics than most surveys do, including in-depth investigations of organizational practices, management behavior, and worker behaviors and experiences. The systematic analysis of data from a comprehensive set of organizational ethnographies takes advantage of the depth and range of observation offered by ethnographies, while avoiding the limits posed by analysis of a single case or a limited set of case studies (Abbott and Hrycak 1990; Ragin 2000) .
There are over 200 book-length organizational ethnographies published in the English language. Each represents an average of over a year in the field, with at least as much additional time spent in analysis and writing. The available record of ethnographic observation in organizations is thus based on over 400 person-years of Ph.D.-level observation and interpretation. This resource, however, has remained largely unanalyzed by social scientists studying organizations (see Hammersley 1997; Schwartzman 1993) .
The analysis of organizational practices and their consequences presented in this article is based on the systematic compilation and analysis of data gathered from these book-length organizational ethnographies ( ). Organizational ethnographies are based on sustained obser-N p 204 vation of workplaces and workplace relations-a depth of observation considered by ethnographers to be essential for getting sufficiently behind the scenes to perceive workplace relations accurately. In-depth observation is particularly important for observing the nature and consequences of alternative work practices. The coding of information from these ethnographies allows the development of multifaceted measures of managerial and worker behavior, as well as measures of the contexts in which these behaviors occur.
Selecting the Cases
Data collection for this project proceeded in two waves. The first occurred in the early 1990s with the assistance of a graduate research practicum. The second occurred in the early 2000s with support from the National Science Foundation. The second wave both extended the number of cases coded and added additional measures. Throughout this process, thousands of published case studies were examined to locate and evaluate appropriate ethnographies. Likely titles were generated by computer-assisted searches of archives, perusal of the bibliographies of ethnographies already located, extensive use of interlibrary loan, and searching the library shelves in the immediate area of previously identified ethnographies. We also utilized an advisory board of 20 experts in organizational ethnography to review our list and recommend other books to consider. Iteratively applying these search procedures resulted in an exhaustive search-eventually our pursuit of new leads produced only titles already considered.
We subsequently examined each book in detail. The criteria for inclusion in the final pool to be coded were (1) the use of direct ethnographic methods of observation over a period of at least six months, (2) a focus on a single organizational setting, and (3) a focus on at least one clearly identified group of workers-an assembly line, a typing pool, a task group, or some other identifiable work group. The requirements of direct ethnographic observation and a focus on a specific organization and work group are necessary in order to obtain the depth of observation and understanding needed to ascertain and measure subtle aspects of worker and management behavior-aspects that are often cloaked behind easily proffered categories and explanations (Miller and Dingwall 1997; Van Maanen 1998) .
The selection process generated 156 published ethnographies. Because the observations reported in 27 of the books allowed the coding of multiple cases, these ethnographies yielded 204 separate cases. For example, two cases were coded from a book by Ching Kwan Lee (1998) reporting on two Litton Electronics factories-one in Hong Kong and one in Shenzhen. These ethnographies constitute the population of published book-length English-language ethnographies that focus on an identifiable work group in a single organization and that provide relatively complete information on the organization, the nature of the work taking place there, and employees' and managers' behaviors at work.
2 The industrial and occupational locus of the cases and the sizes of the enterprises studied are reported in table 1. The largest number of cases are in durable manufacturing (17.3%) with additional concentrations in professional services, nondurable manufacturing, and wholesale and retail trade. The modal occupation is assembly work, with additional concentrations in the professions and in service work. The enterprises range from quite small (under 50 employees) to quite large (over 5,000 employees).
Coding the Ethnographies
A team of four researchers-the senior author and three advanced graduate students-developed the coding instrument for the ethnographies. First, we developed a list of relevant concepts and preliminary response categories. Second, over a period of six months, eight selected ethnographies were read and coded by each of the four team members. After each ethnography was coded, we discussed our respective codings to decide on the retention or removal of items and to develop new response categories and coding protocols. Our goal was to create an instrument that could be completed for each ethnography with high reliability by trained interviewers.
The ethnographies were read and coded by the same team of four researchers, by members of a year-long graduate research practicum, and by additional graduate research assistants. All coders were trained on a common ethnography and met twice weekly as a group to discuss problems and questions. Coders recorded up to three page numbers identifying the passages used for coding each variable. If multiple instances of a behavior were found, the coder was instructed to review all previous passages cited, reconcile inconsistencies between the passages, and record the best answer, along with all relevant page numbers. Each recorded variable thus summarizes a large body of data initially observed and subsequently reported by the field researcher (Weber 1990) .
After a book was completed, the primary coder was debriefed by a member of the research staff to check the accuracy of the codings. At this time, the codings were reviewed in detail. In addition, a 10% sample of cases was recoded as a reliability check. The average intercorrelation between codings is .79, indicating a relatively high degree of intercoder reliability. Validity checks indicate that the ethnographies evidence no distinct patterns of findings based on theoretical orientation or other ethnographer characteristics or on coder effects (see Hodson 1999) .
The systematic compilation of data from the population of organizational ethnographies allows their otherwise separate observations to be used to test hypotheses about organizational practices and workplace outcomes across a wide range of settings. These measures provide the empirical basis for the analysis presented in this article and are discussed in the following sections. An underlying assumption of the current analysis is that the ethnographic data constitute a realistic account of the organizational structure and worker behavior existing in each workplace. Each ethnographer, in summarizing his or her experiences at a workplace, chose to report certain events as typical. It is these events that form the basis for our codings (Anderson 1999; Fine 1999) . 3 
Measurement
Organizational practices were coded based on the in-depth descriptions provided in the organizational ethnographies. Measures of the six organizational practices to be investigated are presented in table 2. These practices represent both job-and organizational-level dynamics and include on-the-job training, supervisory abuse, firings, organizational coherence, job security, and employee involvement. For analytic purposes, discussed below, each is operationalized as a binary variable, indicating the presence or absence of the practice.
One of the benefits of analyzing organizational ethnographies is that we can return to the texts of the ethnographies for examples that illustrate the observational content behind the codings. Thus, on-the-job training is illustrated in an ethnography of work life on a Norwegian freighter: Note.-The number of organizational ethnographies involved is 204.
"If the record showed that an apprentice hadn't yet learned to maintain the ship's gear, the second engineer would have to make certain that he was on hand to watch and work with him. This system of logging in skills was supposed to ensure that each apprentice had mastered every skill he was [required] to perform as he moved up the promotional ladder" (Schrank 1983, p. 29) . The elimination of abuse from organizations is essential for the success of any set of workplace practices. Unfortunately, abuse, especially emotional and verbal abuse, is widespread in workplaces, and it is widely reported in organizational ethnographies. A chronic pattern of abusive behavior on the part of managers is reported in a study of a steel mill. For example, aggravated by a minor complaint from a worker, a supervisor "flew into a rage, and shouted, 'Get back on your job. You don't know what-in-hell you're talking about. I've been watching you, and you've been sitting on your [expletive deleted] all morning'" (Spencer 1977, p. 171) . In this same setting, a worker was given a rapid series of disciplinary suspensions based on manufactured charges as a prelude to firing him for union activity (pp. 112-13).
An example of organizational practices entailing commonplace firings is provided by an ethnography of fast food.
Workers quit or are fired with great regularity. Dissension with Burger King practices or policies results in either passive measures such as not showing up for scheduled shifts, or arguments with the managers. Both usually result in termination. . . . Sharon is a mother of three in her thirties. Her husband was laid off his job, and she really needs all the hours she can get. . . . She was eventually promoted to production leader and then fired for the cardinal sin, "bad attitude." (Reiter 1992, pp. 155-56) A key organizational-level characteristic is organizational coherence. The reverse of organizational coherence-a poor organization of production-is illustrated in an ethnography of a bank. In this setting, chronic ineffectiveness has become an assumed way of life: "There is this paralysis at the middle levels of the organization. If you want anything done, you have to go to the top. You can't get anything from the middle because they're all scared stiff. . . . I was an officer [for four years]. I finally had to drop it because it really got to my health. It was always being caught in the middle and not being able to do a good job. That's why bankers drink a lot. They don't like their job, and they use alcohol to relax" (Jackall 1978, p. 140) .
The secretarial staff confirms this evaluation of the bank management as incompetent: "I get really annoyed with people sometimes. Like T., the assistant manager, had customers at his desk yesterday; and I must have spent one-half hour at his desk trying to find out what I had to type for these people's accounts, and he didn't know the answer. That type of thing really gripes me. . . . They should just fire him" (Jackall 1978, p. 146 ; emphasis in original).
Organizational practices can also entail protections for, or threats to, workers' job security. An ethnographer of a Japanese transplant automobile factory in the United States reports the following assurances from management about job security: "Job security is important to all of us. There will be no layoffs during model changes" (Graham 1995, p. 53) . These assurances of security were an important part of the attraction of these jobs for workers.
An example of a final organizational practice to be considered, employee involvement, is provided in an ethnography of a large commercial bank. In this setting a new manager encourages workers to develop plans for how to do their work more efficiently. The manager's goal was to perform the old work functions more effectively, a goal that was . . . shared by the workers themselves. Also, the changes in the work process were not initiated by management directly, but were initiated by the workers themselves as a result of management's encouragement. [As a result of the changes made] the number of settlement errors is greatly reduced. Worker morale is up: they can now do their work more efficiently, with less tensions and problems, and leave an hour earlier in the day. "This is much better; the day doesn't seem so hectic and disor-ganized. . . . I go home in the afternoon, I don't feel like collapsing like I used to." (Kusterer 1978, p. 172) Analytic Strategy
We use qualitative comparative analytic (QCA) techniques based on Boolean logic (Ragin 1987) to analyze the information content-coded from the population of organizational ethnographies. QCA considers all observed combinations of causal factors and, with its comparative algorithmic logic, eliminates redundant and superfluous information. A key benefit of QCA thus lies in its ability to specify underlying configurations of variables relative to all observed possibilities. QCA techniques are increasingly used in social science research in studies of political, economic, and organizational topics. Recent articles using QCA include studies of wage policies and social welfare programs (Amenta and Halfmann 2000) , the emergence of the social security system (Hicks 1994) , strikebreaking and split labor markets (Brown and Boswell 1995; Brueggemann and Boswell 1998) , patterns of union growth and decline (Ebbinghaus and Visser 1999) , labor policies in Southern textile mills (Coverdill et al. 1994) , the success or failure of left-libertarian political parties (Redding and Viterna 1999) , and the success or failure of mobilization drives among the homeless (Cress and Snow 2000) .
QCA is uniquely well suited to address our hypotheses about organizational practices and their implications for organizational success and worker dignity. QCA allows the systematic comparison of a large number of cases across a specified set of characteristics. It thus facilitates a comprehensive analysis of the observations provided by the population of existing workplace ethnographies. QCA analyzes potentially complex patterns of association by searching for conjunctures of causes. This conjunctural logic makes QCA particularly appropriate for analyses that seek to identify and understand complex patterns of interaction among causal determinants.
QCA, however, has several limitations (see, e.g., Abbott 2001; Hicks 1994; Lieberson 2001) . These limitations include being constrained to a limited number of independent variables because of the conditional logic of QCA and the number of configurations generated. The inclusion of large numbers of independent variables makes interpretation exponentially unwieldy. Consequently, the researcher using QCA is forced to focus on variables deemed theoretically central to the processes outlined. It can be argued, however, that the benefits of QCA in terms of the theoretical rigor it requires in selecting causal factors, its case-oriented logic, and the specification of potentially complex, conditional configurations signifi-cantly outweigh its limitations (see also Boswell and Brown 1999; Griffin et al. 1991; Ragin 2000) .
A more serious limitation, in our view, is the typically deterministic character of QCA results. In standard usage, findings are derived from a logical reduction of configurations that are positively related to the outcome of interest. That is, configurations of variables are usually generated in relation to the outcome always being 1 (i.e., yes or present), and then reduced by the program by logically eliminating irrelevant configurations (ones that can be subsumed under some other configuration). While useful in denoting conditions under which an event always occurs, this approach to using QCA does not make full use of the data and does not capture tendencies and variations from absolutes in the data. Specifically, information on configurations associated with a negative (0) outcome on the dependent variable or configurations associated with a contradictory outcome (where some cases in the configuration are 1 on the outcome of interest and other cases are 0) is usually not presented or considered. This is unfortunate, as configurations associated with 1, 0, and contradiction represent the actual degree of variation in the relation between the explanatory pattern and the dependent variable. Acknowledging contradictory configurations and their relations to the dependent variable of interest can introduce probabilistic possibilities and interpretations into the typically deterministic QCA model. Ragin (2000, p. 133) concurs on this point, suggesting how researchers can and should explore nondeterministic configurational patterns.
Our modeling takes these criticisms and suggestions to heart by utilizing QCA to generate and then logically reduce all configurations represented in the data provided by workplace ethnographies. The result is essentially a set of organizational typologies-typologies that denote unique combinations of organizational-and job-level attributes in the data. More specifically, these configurations denote the minimum number of configurations needed to logically cover all positive (1), negative (0), and contradictory configurations in the data. We then use ratios and means comparison tests of statistical significance, comparing ratios of positive to negative outcomes for cases holding the configurational attributes relative to cases that do not. and contradictory configurations for the initial reduction, QCA retains the entire set of cases for the analysis. The configurations generated will thus be the same across dependent variables. This allows us to draw substantive conclusions about the relationships between a given set of configurations and a range of workplace outcomes. While limited in addressing potential historical variations in organizational practices and their consequences-a point we revisit in our conclusion-the analyses that follow, the data from which they draw, and the analytic techniques we use nevertheless offer interesting insights into the complex and multitiered nature of workplace practices and the consequences of these for both the organization and its employees.
The models to be tested are presented in table 3. The notation in these models follows QCA conventions. The presence of a characteristic is noted by capital letters and the absence of a characteristic is noted by lowercase letters. The asterisk indicates "and" and indicates that all the conjoined characteristics are necessary to specify the configuration. The job-level model is defined as the presence of significant on-the-job training and the absence of managerial abuse and firings. The presence of significant organizational coherence, job security, and employee involvement defines the organizational-level model. The integrated model suggests that both the job-level practices and the organization-level practices are necessary for organizational success and worker dignity.
RESULTS
Our analysis of organizational success and worker dignity starts with a consideration of the effects of configurations of work practices on employee citizenship. We then turn to additional measures of organizational success, such as peaceful management-employee relations and measures of worker dignity, such as meaningful work and positive coworker relations.
We start our analysis with employee citizenship because of its centrality as a sought-after organizational outcome and a widely identified building block of organizational success and competitiveness. Measures of six components of employee citizenship, described in appendix table A1, include extra effort, extra time, cooperation, pride in work, commitment, and effort bargaining (reverse coded). A culture of employee citizenship is indicated by the presence of at least four of these aspects of citizenship. These measures closely parallel the discussion of employee (organizational) citizenship behavior in the literature (see Organ 1988) .
A central element of citizenship at work is taking pride in one's work. Pride is the emotion of "joy over an action. . .well done" (Lewis 1993, p. Note.-The asterisk signifies "and" and indicates that all the conjoined characteristics are necessary to specify the configuration. Capital letters indicate the presence of the characteristic. Lowercase letters indicate the absence of the characteristic. 570). Pride both motivates workers and provides a lens through which they experience their work (Biggart 1989; LeMasters 1975) . Pride in work is exemplified in an ethnography of ironworkers. The worker responsible for maintaining the large crane used to lift the steel girders evidences great pride in his daily chores: "Most oilers are nearly invisible, fueling and lubricating their rigs before the day begins for the rest of us, vanishing to God knows where during the bulk of the day, reappearing at 4:00 to preside over putting the rig to bed. Beane, however, was not of that stripe. He fussed over the crane like a stage mother, constantly wiping away puddles of oil or grease, touching up scratches with fresh paint, agonizing loudly whenever a load banged into the stick" (Cherry 1974, p. 166) .
The results of our analysis of employee citizenship are presented in table 4. This table follows QCA conventions by reporting elements that are present in capital letters and elements that are absent in lowercase letters. The results indicate 10 unique configurations of organizational practices observed in the data and sufficient to cover all cases. Each of the six organizational practices considered appears somewhere in the configurations, suggesting that all are important determinants of citizenship. Hypothesis 1, suggesting that job-level practices are necessary for positive outcomes, and hypothesis 2, suggesting that organizational-level practices are necessary for positive outcomes, are thus both supported by this finding. In addition, all 10 configurations include elements operating at both the job and the organizational level, giving preliminary support to hypothesis 3, which suggests that the combination of both job-and organizational-level practices is required for positive outcomes.
The configurations can be grouped into three clusters defined by configurations having all positive organizational practices (four configurations), all negative practices (four configurations), or a combination of positive and negative elements (two configurations). The overall prevalence of employee citizenship is reported in the bottom row of table 4. The ratio of workplaces with a strong culture of citizenship to those Note.-Configuration elements in capital letters indicate the presence of the characteristic. Elements in lowercase letters indicate the absence of the characteristic. Example ethnographies for the configurations with citizenship ratios greater than 1.0 exhibit the configuration characteristics and citizenship. Example ethnographies for the configurations with citizenship ratios less than 1.0 exhibit the configuration characteristics and the absence of citizenship. Statistical tests are based on differences between the configuration mean on citizenship and the mean for cases not in the configuration. OJT p on-the-job training. The number of organizational ethnogrpaies analyzed is 204. * (one-tailed t-tests). P ≤ .05 ** . P ≤ .01 *** . P ≤ .001 without such a culture is 1.00, indicating equal portions of organizations with and without a strong pattern of employee citizenship.
The first four configurations, defined by exclusively positive organizational practices, are associated with significantly above average employee citizenship. The second four configurations, defined by exclusively negative organizational practices, are associated with below average employee citizenship. The final two configurations, defined by contradictory organizational practices, evidence employee citizenship at levels that are neither higher nor lower than average. This pattern of findings provides strong evidence for hypothesis 4, which suggests that employment practices must be consistent in order to be effective. To summarize, the majority of configurations are made up exclusively of positive or negative practices, and these practices have strong consequences for employee citizenship behaviors in the expected directions. The smaller number of configurations with contradictory elements evidence no clear pattern in relation to the outcome of employee citizenship.
Examples of employee citizenship behaviors in workplaces characterized by positive organizational practices are readily available in the ethnographies. For example, giving extra effort in a well-run organization characterized by employee involvement and no abuse (WELL RUN * INVOLVE abuse) is illustrated in an ethnography of a Japanese auto- * mobile factory: "Shimoyama, for instance, works ahead and then comes to help me. He takes over my position, puts the six bolts into the lock, and tightens them all at once with a nut runner-which takes some skill. When he succeeds he yells excitedly. I do too, whenever I can manage it. Completing the task in two or three seconds, hearing the bolts slide in with a nice click, gives me real pleasure" (Kamata 1982, pp. 88-89 ).
An example of citizenship in a setting characterized by job security, employee involvement, and no firings (SECURITY INVOLVE fire) is * * provided by an ethnography of work in a textile mill. The mill went into bankruptcy because of mismanagement but was subsequently bought by the employees and is now a stable, although marginal operation: "Pat, Brenda and Sue were good machinists and would often stay back to finish off their own work and that which had been left unfinished by the women on the part-time shift. Nancy, Edna and Natalia could not machine. They organized the work-counting, packing, checking and assessing the work that had been done. These six women all spoke of Fakenham Enterprises as their own factory" (Wajcman 1983, p. 87) .
All of the configurations with exclusively negative organizational practices exhibit lower than average levels of citizenship. Examples of such workplaces are also widely available in the ethnographies. An example of work avoidance is provided by the following excerpt from an ethnography of a British apparel factory.
Pranks were not uncommon and were enjoyed by everyone because they relieved the monotony of the working day. [A group of women] set the buzzer off and emptied the department ten minutes before the end of the day. . . . Everyone who was asked about it [the next day] shook their heads wisely, at once "agreeing" with management's view that this was a very serious matter, while keeping quiet about the identity of the buzzer-pusher. (Westwood 1984, p. 91) Similarly, an example of carefully measuring effort against rewards is provided in an ethnography of a chocolate factory with poor management and little on-the-job training (well run ojt): "The sense in which workers * participated in company activities was narrow. They did their jobs with the flexibility which management asked of them, but their motivation for doing so was founded not upon a shared moral code or the 'Company Principles,' but upon calculation of the material benefits which they would receive" (Scott 1994, p. 118) .
It is clear from the results presented so far that organizational practices occur in unique configurations and that these configurations have strong influences on the ability of organizations to engender employee citizenship. It is also important, however, to investigate other potential consequences of organizational practices besides employee citizenship, including both additional measures of organizational success and measures of worker dignity.
These additional workplace outcomes are operationally defined in table 5 and include peaceful relations between management and employees, meaning at work, and positive relations among coworkers. A revealing example of conflict with management in the form of gossip, backbiting, and character assassination is reported in this excerpt from an ethnography of a British apparel factory:
There was no suggestion from the women in John's department that management had either the right or the ability to manage. Instead, the women were constantly critical of management. They asked, "When are they going to manage? After all, it's what they get paid for and it's a darn sight more than we get." The [lead workers] especially, were very critical of management:
Gracie: The trouble with this place is we never know what's happening and it's my bet that management don't know either. Jessie: Either we've got no work or there's a bloody panic on here. I ask you, what do management do with their time? I reckon I could do better myself than this lot. This place never runs smoothly. Edna: I agree, they tell you one thing, you get ready to do it and then it doesn't arrive. We could do better ourselves, I don't know what this lot get paid for. (Westwood 1984, pp. 25-26) The absence of meaning in daily work tasks is poignantly illustrated in the following example from an ethnography of a wiring harness factory. In this setting, inept management undermines even the simple pleasures of routine accomplishment. "These small satisfactions were upset when machines broke down or when Carroll disrupted production with one of his schemes. Those were the hardest days for all of us. Without the pleasure of watching our completed work pile up, the day became exactly what it was: routine, long, and boring" (Juravich 1985, p. 132 ).
An ethnography of a steel plant provides an illustration of conflict and interference among coworkers. In this competitive work setting, senior millwrights are secretive with their knowledge and are unwilling to share it with new apprentices: "Steve was beginning to boil over, and one morning when the millwright was thumbing over a blue print, holding it purposely out of Steve's view, as though it were personal and confidential, he popped off, 'Look here. . . I'm gonna' learn everything there is to know about this [expletive deleted] millwright job, no matter what you think'" (Spencer 1977, p. 64) .
The analysis of these additional important outcomes for organizations and individuals is presented in table 6, which also repeats the results for employee citizenship for comparison. The relationships between these additional outcomes and the configurations of organizational practices are very similar to those for employee citizenship and are summarized in table 7. All of the top four configurations, which contain exclusively positive organizational practices, are associated with positive outcomes of more peaceful management-employee relations, more meaningful work experiences, and more positive coworker relations. Many of these contrasts are statistically significant.
Similarly, 15 of the 16 contrasts for the second set of configurations, which contain exclusively negative organizational practices, result in negative outcomes for organizations and workers, many of which are also statistically significant. An example of a high level of employee-management conflict in a setting typified by lack of employee involvement, lack of on-the-job training, and firings (involve ojt FIRE) appears in an eth- * * nography of an apparel factory. A supervisor has accused workers of missewing garments; the episode continues with the following confrontation: "If you continue to treat us like animals you will find your work in this factory becoming very difficult. We are not animals to be treated without any respect. We are human beings. I have been a tailor with Narayan Bros. for over seven years and have never during this time sewn short trousers like that pair we are talking about now" (Kapferer 1972, p. 243) . As the dispute progresses, other tailors gather around and begin chanting derogatory names at the offending supervisor, who quickly exits the line to avoid escalating the confrontation. The sole exception to the pattern of negative consequences under configurations based exclusively on negative organizational practices is that workers in poorly run organizations with no employee involvement but with significant supervisory abuse (well run involve ABUSE) evidence * * more positive coworker relations than the workers in organizations that do not exhibit this configuration. This exception may occur because of the genesis of coworker solidarity in the face of abusive management, which may offset the generally corrosive effects of poor organization and lack of employee involvement on coworker relations. This interpretation is further supported by positive coworker relations in the only other configuration involving abuse (SECURITY OJT ABUSE), which contains * * Note.-"Support" means that organizational success or worker dignity is observed to be supported (positively influenced) under the configuration. "Undermine" means that organizational success or worker dignity is observed to be undermined (negatively influenced) under the configuration. The number of organizational ethnographies analyzed is 204. contradictory organizational practices but yields a somewhat above average level of positive coworker relations and also more conflictual relations between management and employees (see also Hodson 1997) .
The analysis results for management-employee relations, meaningful work, and coworker relations provide further support for the argument that both supportive job-level practices and supportive organizationallevel practices are required for organizational success and worker dignity (hypothesis 3), and that these practices need to be consistent in order to yield positive consequences (hypothesis 4).
DISCUSSION AND CONCLUSIONS
Our analysis of the existing body of ethnographic research on organizations suggests several insights about the role of work practices in gen-erating desirable workplace outcomes. First, all configurations with positive outcomes involve the joint occurrence of both job-level practices and organizational-level practices. This pattern suggests the need for organizations to simultaneously pursue both job-level practices, such as onthe-job training, and organizational-level practices, such as competent management, if the highest levels of employee citizenship, managementemployee cooperation, meaning, and supportive coworker relations are to be achieved.
Among the configuration most strongly associated with negative outcomes is the exclusion of workers from workplace involvement in combination with poor organizational functioning and significant supervisory abuse (well run involve ABUSE). This configuration of organizational * * practices leaves workers with little confidence in their organization, little connection to their jobs, and significant risk of abuse from supervisors and management. Indeed, in workplaces with these conjoined attributes we find the least citizenship and the most management-employee conflict of any configuration.
The role of managerial and supervisory abuse is pervasive in the results we have presented. Abuse or firings occur in nine of the 10 configurations and are always associated with negative outcomes for organizations and their employees. Conversely, coherent organizational functioning and worker involvement occur in eight of the 10 configurations and are consistently associated with positive outcomes for organizations and their employees. The finding of strong negative effects for abuse and firings and strong positive effects for organizational coherence and worker involvement are reminiscent of Herzberg's (1966) conceptualization of "hygiene factors," which must be addressed to avoid negative job experiences, and "motivators," which must be present in order to encourage positive job sentiments. In the current analysis, the elimination of abuse and arbitrary firings from the workplace is a necessary hygiene factor to limit conflict. Organizational coherence and employee involvement, in contrast, are necessary motivators to encourage employee citizenship, cooperative relations, and meaning in work.
The provision of job security also contributes significantly to employee citizenship, meaning, and reduced conflict at work. Job security, however, occurs in only four of the 10 configurations, and its absence is not implicated in any of the negative configurations. These results thus suggest that the absence of job security is not necessarily detrimental to organizational success and worker dignity, although the provision of job security can contribute to organizational success. These findings give some support to current observations that workers are willing to make some concessions to a more flexible workplace, but that they want something in return. The demands they appear to make center on management competence, meaningful involvement in the organization's functioning, and elimination of abusive supervisory relations.
Our analysis of the accumulated body of in-depth ethnographic evidence on the workplace has provided an opportunity to evaluate the consequences of work practices across a range of important outcomes that are potentially difficult to measure. Using qualitative comparative analysis techniques, we are able to identify constellations of practices associated with organizational success and worker dignity. The configurations of practices with the strongest positive effects across a range of outcomes include effective organizational management and employee involvement. What workers want, and what works for organizations, is a combination of coherent managerial behavior and employee involvement-in other words, what is needed is for management to do its job effectively and to include workers in the process (see also Freeman and Rogers [1999] ). Configurations including these elements produce not only the highest levels of employee citizenship but also greater meaning at work and reduced horizontal and vertical conflict. In short, workers want to work effectively and to be productive. When they are allowed the opportunity to do so by coherent organizational practices and by the solicitation of employee involvement, organizations prosper and dignity at work is maximized.
The results of analyzing organizational practices across a wide range of organizations using in-depth data on these practices and their consequences suggest that there is no single pathway to organizational success and worker dignity. Instead, alternative practices can be combined into meaningful and coherent packages, and there are a number of different routes to organizational success and dignity at work. The core pathways, however, appear to involve most centrally the elimination of managerial and supervisory abuse, the insistence on managerial competence, and the provision of opportunities for employees to be involved in determining the nature of their work life.
The analysis and interpretations we have offered in the current article are based on data representing primarily Anglo-American enterprises in the latter quarter of the 20th century. The increasing uncertainties produced by technological advances and globalization are resulting in changes in the organization of work and in employees' aspirations, expectations, and capacities to resist management demands. In addition, workforces that are increasingly diverse in terms of gender, race, and ethnicity are bringing new demands and expectations to the workplace. It will be important in future research to chart the changes that these transformations have brought and continue to bring to the workplace, the opportunities they present for workers, and the challenges they evoke for the attainment of both organizational success and worker dignity. Note.-The number of organizational ethnographies analylzed is 204. Employee citizenship is defined by the presence of at least four of the above six behaviors.
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